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The ideas in this book have percolated over my entire business lifetime, and
they have been tested in years of college classes. However, they have also
been enlarged, adapted, and tested in use with some 5,000 executives, both
here at the University of Michigan and in the offices and training facilities of
many firms here and abroad. To them I dedicate this fifth edition. Thanks for
your help.




New products have always been of interest to both academics and to practi-
tioners, but organized, college-level instruction on the subject of new products
management traces to the 1950s. But by the 1990s a new products management
discipline has evolved. The Product Development and Management Associa-
tion has flowered to over 2,000 members in some 30.countries around the world,
over 300 colleges have courses on the subject of new products, and the field’s
journal, the Journal of Product Innovation Management, is now successfully
into its 13th year of publication. The job of new products manager or director -
is becoming much more common and is offering much earlier entry than 10
years ago; we also see the emergence of higher level positions for careers to
build to. The association has raised the issue of certification, is now very much
an international operation, and has been able to do what many others have not—
that is, merge the thinking and activity of professors and practitioners.

How This Book Views the Field of New Products Management.

Such exploding growth means that we still take a variety of approaches to the
teaching of the new products subject—management, marketing science, techni-
cal, creative, design, and so on. This book provides the management approach,
with a marketing slant. In every organization (industry, retailing, government,
churches, etc.) there is a person or group of persons who, knowingly or unknow-
ingly, are charged with getting new goods and services (both are products) onto
the market. More and more today those people are new products managers or proj-
ect managers or team leaders. They lead a truly multifunctional group of people,
with the perspective of a general manager, operating as a company within a com-
pany. They must deal with the fotal task—strategy, organization, concept gener-
ation, evaluation, technical development, marketing, and so on. They are not
finished with their work until the new product has achieved the goals assigned
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to the team—this usually means some form of sales or profit, and it certainly means
the task is not finished when the new product is put onto the shipping dock.

Consequently, we now try to avoid a common functional bias—it is rare
today to hear that “R&D runs our new products activity” or that “marketing tells
everyone what to do.” When a functional specialist takes over a new products
team, that person must learn the general manager viewpoint, regardless where
he or she reports in the firm.

Furthermore, this book calls on all of the contributing disciplines, stresses
recent research findings, and strives for a level of sophistication equal to that of
the best practitioners in this field. Instructors wishing to emphasize any of the
specialty viewpoints within the general field of new products management will
want to supplement the book with specialized material.

On the other hand, this book is not a research report on typical industry
practice. It goes well beyond that and includes experimental work conducted by
the more advanced practitioners and conceptual developments by academics.

Some Basic Beliefs That Guided the Writing

People who have used the first four editions of this book know my unique view-
points on the subject. But for newcomers, and of course all students are new-
comers, here are some of them.

[. Product innovation is one single operation in an organization. It has parts
(strategy, teams, plans, etc.) but they are all just parts. Any operation that runs
as separate pieces misses the strength of the whole.

2. The field is still new enough that it lacks a systematic language. This makes
it very difficult for students, who are accustomed to studying subjects where a
term means something, and only that something, | wish this were so in new
products. What should we do—slip and slide around over the many terms and
their variations? I believe we should not, and proposed a set of terms in the third
edition of this book that seemed to fit and deserve consideration. The Glossary
was accepted, so it has been expanded and strengthened in this edition. The
terms are used consistently throughout the book, and I urge students to accept
them. Some of the new terms proposed will survive, and others will die a quiet
death, losing out to different and better terms that become widely accepted. The
Glossary is found in Appendix E and I encourage use of it.

3. Ideas learned without application are only temporary residents in your
mind. To become yours, a concept must be applied, in little ways or in big ones.
Thus, the book is peppered with applications, short cases, and other opportuni-
ties for using the concepts studied. Projects are encouraged in the Instructor’s
Manual. There are even more examples from the business world, and up-to-date
references on all important topics.

4. As much as I would like them, and have diligently tried to find them,
[ believe there are no standard sets of procedure for makers of consumer
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packaged goods or of consumer durables. industrial goods, services, etc. There
are no recipes.

Like a marketing plan and a production plan, there is a best plan for any
particular situation. A manager must look at the situation and then compile a set
of tools and other operations appropriate to that situation. All large firms use
scores of different approaches, not one.

5. This leads to a favorite “ouch™ of mine—the halo effect. The halo effect
hurts the field of new products more than anything else-—more than competi-
tion, more than government, more than tight budgets. The halo effect shows in
the statement “It must be a good thing for us to do—3M does it, GE does it,
or Hewlett-Packard does it.” Those are excellent companies, but one reason
they’re good is they spend lots of time and money studying, learning from oth-
ers. They have huge training programs in product innovation and bring in every
expert who appears on the scene with what looks like a good new products
management idea. They assume everything they do is wrong and can be improved.
You should too. This book does. Citations of their actions are given as exam-
ples, not recommendations. These well-known firms have many divisions, and
hundreds of new products under development at any one time. Managers there
don’t even know what each other is doing, nor do they care, in the prescriptive
sense. Each group aims to optimize its situation, so they look around, see what
others in comparable situations are doing (inside and outside their firm), and
pick and choose to fit them. To the extent there are generalizations (e.g., there
should be some form of strategy), these will stand out as you work your way
through the course. But what strategy to choose—and exactly how one should
determine it—becomes situational.

6. An example of this lies in the next belief—should new products strategy
rest on the base of technology or market? This choice has been argued for many
years. But the argument is usually specious, moot. Most firms seek to optimize
both, a sort of dual-drive strategy. Of course, true to the previous point, firms will
build on one or the other if the situation seems to fit—for instance, DuPont’s plat-
form program to find applications for the superstrength fabric Kevlar, or auto com-
ponents firms who rely on OEM (original equipment manufacturer) engineering
to spell out exactly what they want. And yet, DuPont works to advance that tech-
nology, and the components firms are evolving their own engineering operations!

So, the great variety in approaches used by businesspeople is not a testi-
mony to ignorance, but to thinking. On a majority of the issues facing us today,
intelligent people can come down with different views. Don’t misunderstand,
one view is not necessarily better than the other, but it is made better by its
defense, not by who said it or who used it.

Decisions are the same—they are not necessarily right or wrong at the time
they are made. Instead, the manager who makes a decision has to work hard to
make that decision turn out right. The quality of the work is more important
than the quality of the decision. An example of this phenomenon is the sadness
we feel when a manager says, “We're looking for the really great idea.” Man-
agers of product innovation make ideas great, they don’t come that way.
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7. Lastly, 1 have tried to implement more clearly the view that two things
are being developed—the product and the marketing plan. Two development
processes are going on in tandem. Marketing strategy begins at the very start
and runs alongside the technical work and beyond it. This means that the chap-
ters on marketing have to first recap all that has happened before the time for
actually writing out a marketing plan.

Changes in the Fifth Edition

This is an aside to teachers—past and potential adopters of New Products Man-
agement. First, much work on the fourth edition focused on the multifunctional
process that has evolved so strongly in product innovation. We have always been
multifunctional (marketing, finance, manufacturing, etc.), but now cooperation has
turned into collaboration, committees into teams, and teams into small companies
within big companies. You will find this multifunctional aspect appearing through-
out the book, especially in “Technical Development” (Part V). Allied with this
has been an effort to tie topics horizontally—the product innovation charter is not
covered in Chapter 4 and then forgotten—Ilater chapters show how it used. The
same for evaluation—-the topic shows up first in Chapter 2 and concludes only
after a successful launch in Chapter 22.

Second, since the first edition, there has been the issue of whether the mate-
rial should be grouped by topic (e.g., ideation, evaluation, marketing) or by actual
operating sequence in the firm. The fourth edition took up the operational view,
and this fifth edition extends it. After concept generation comes Part III on *“Pretech-
nical Evaluation,” followed by Part IV on “Technical Development.” Product use
testing is now in Part IV, as a part of the technical development activity. That’s
where business does it, and it learns best that way. Market testing now follows
development of marketing plans, because that is where it occurs in real life. The
organizational topics stay early in the technical development phase, where they
were moved in the fourth edition. Financial analysis has moved up from Chapter
19 to Chapter 11, as requested by many users.

Another influence of cross-functionalization of the field has been a threat to func-
tional courses. New products management is, more often than not, a marketing
course. But the marketing people in business are finding themselves deeply involved
in technical matters, in manufacturing process problems, in dealing with vendors,
in arranging meetings between their engineers and customers, and many other such
activities. Functional battles between technical, manufacturing, and marketing peo-
ple are indefensible, whether on new products or on the established business.

This means that the book now considers nonmarketing views as they natu-
rally come up. We don’t pigeonhole engineers to Chapter Y, or industrial design-
ers to Chapter Z.

Third, special effort has been made to pull the pieces together because, after
all, that is the way we run new product operations these days. Teams deal with

.all of the issues—manufacturing people help plan marketing strategy, and a
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scientist will participate in process development. The A-T-A-R model precedes
technical development.

Fourth, several new chapters have been added. A new Chapter 2 explains
the key concepts driving product innovation today. These concepts (e.g., con-
tinuous stakeholder involvement, pretechnical product and marketing plan require-
ments, and a triple stream process) operate throughout the course, not just in
one section of the book. Second, the product protocol has gained such industry
support (deliverables, requirements, call it what you wish) that it required a sep-
arate chapter (Chapter 12). Third, to cover the full analytical process in mar-
keting strategy, a third marketing chapter was required (Chapter 19). Some
reductions came in eliminating the “Future” chapter and in consolidating the
public policy discussion into one chapter.

Fifth, effort has continued (and intensified) to make the book relevant to its
users. Since a text revision is actually a new product, I have tried to make it even
more customer-oriented. The publisher invested twice as much money in the
review process. Product examples, cases, and applications stress products that
students buy and use.

New terms are included, as used in business, even though some of them will
turn out to be buzz words—fuzzy front end, continuous learning, and platforms.
One part of the “Future” chapter was retained in a new Appendix F—that was
the set of 48 guidelines that can be used to appraise any organization’s new
products program.

And, though not yet in cyberspace, where some future edition must certainly
come forth, this edition introduces several interaction activities—where a chal-
lenge in a chapter has its answers at the end. Another user-driven change was
to use bold font on all special terms as they first appear.

Sixth, the cases have been strengthened. Five are new, three were rewritten
and lengthened, and several others received experience-based tweaking.

Seventh, the index was made much more detailed, and special effort has
been made to consider the special needs of the business-to-business world, ser-
vice developers, high-tech firms, designers, and those with a more global view-
point. Such topics are interspersed at many points.

Eighth, there was a strong effort to improve graphics. Many list figures have
been replaced, and there is a much stronger Power Point presence.

It was a major revision, and I sincerely hope it meets your needs. A new
Instructor’s Manual, reflecting the changes in this edition, is available through
the Irwin representative.

To thé Practitioner

Because this book takes a managerial focus and is updated extensively, it is useful
to the practicing new product manager. It has been used in many executive education
programs. Great pains have been taken to present the “best practice” of industry and
offer footnote references to business literature.
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The Applications

From the first edition, the ends of chapters do not have a list of questions. Rather,
I have culled from many conversations with students questions and comments they
received from business managers on their fly-backs. These comments are all built
into a conversation with the president of a conglomerate corporation. Explanation
of how to use them is given at the end of Chapter 1.

Merle Crawford




Many persons help write a book of this type, and it is impossible to thank them
all. Great aid came from the staff of the Document Retrieval Department of the
Michigan Business School Kresqe Library.

From business, hundreds have helped—on field trips and during executive
seminars. Scores of former students have given generously of their ideas, by tele-
phone calls, campus visits, and the many things they have sent me. Academic
colleagues continue making probably the greatest direct contribution, by react-
ing to previous editions. Thanks also to the especially thoughtful and construc-
tive reviewers recruited by Richard D. Irwin:

Dr. Barry Bayus Professor Donald Hughes
University of North Carolina—-Chapel Hill  DePaul University

Dr. Terry Bristol Professor Donald Saunders
Oklahoma State University University of South Alabama

Dr. Peter Gillett Dr. Eusang Yoon

University of Central Florida University of Massachusetts—Lowell

Merle Crawford
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